CECW PW 25 July 1995

MVEMORANDUM FOR MAJOR SUBORDI NATE COMVANDS AND DI STRI CT  COVIVANDS

SUBJECT: Pl anning CGui dance Letter 95-02, Alternative Review
Process

1. This guidance letter inplenents and provides gui dance on
alternative report processing. This guidance wll be
incorporated into the next revision of ER 1105-2-100, Cuidance
for Conducting G vil Wrks Planning Studies.

2. Purpose. The purpose of this guidance letter is to detai
procedures and requirenents inplenenting an alternative revi ew
process for early Washington | evel resolution of policy issues
during conduct of feasibility studies.

3. Background. A task force on reducing costs and duration of
feasibility studi es was convened to review current policies and
requi renents governing feasibility studies. The task force
recommended two maj or changes in the existing policy review
process that would save tinme and cost in the processing of
feasibility reports. The Director of Cvil Wrks concurred in

t hese recommendations. First, there will be an alternative
review process that encourages earlier Washi ngton | evel
participation in plan fornmul ation at an alternative fornulation
briefing (AFB). This is to foster early participation along the
lines envisioned in the joint CECWML/E P nmenorandum dated 30
Novenber 1993, Subject: Principles and Objectives of Project
Docunent review. Secondly, districts will be allowed to rel ease
the draft report to the public concurrent wth Washi ngton | evel
review of the report prior to the FRC upon successful conpletion
of the AFB. Concurrent public review of the report would save
between two and four nonths in the feasibility report schedul e.
Under the present process, release of the report for public
review, typically, does not occur until after the draft report is
revised to accommodate concerns raised at the FRC.

4. Aternative Review Process Overview. The alternative review
process woul d separate review of the project study activities
fromreview of the report. This is acconplished by suppl enenting
the review of the draft feasibility report/NEPA docunent prior to
the FRC with an AFB to discuss the proposed project and resolve
policy issues. The AFB will take place when the district is
prepared to present the alternative formulation and identify the
NED plan and the tentatively selected plan. The AFB is not
mandat ory; however, the district is encouraged to have themto
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ensure that projects are fornmulated in accordance with policy so
that major issues do not arise late in the study process. In
carrying out their quality assurance role, the division my
decide that an AFB is needed for a particular study even though
the district has recommended ot herw se.

At the AFB, policy issues identified by the division/district
w Il be addressed as well as any other issues identified by

hi gher headquarters during the briefing. It should be noted that
this proposed process does not advocate any division/district
delay in the resolution of issues until this briefing. On the
contrary, it is expected that the division/district will seek to
resol ve technical and policy issues as they are surfaced and that
nost of the issues that could be resolved prior to selection of
the plan would be resolved prior to the AFB. For the AFB to be
successful, it is critical that all disciplines on the study
team participate. In particular, sponsors, particularly

techni cal el enments of sponsor groups must be encouraged to attend
and participate in the AFB di scussions and deci si on maki ng
process.

Fol |l owi ng the AFB, a gui dance menorandum descri bi ng the issues

di scussed and their resolution will be prepared by CECWP and the
district will conplete all required detail ed anal yses and prepare
the draft feasibility report/NEPA docunment. The draft
feasibility report/NEPA docunent will be distributed for the

requi red 45-day public review concurrent with transmttal of the
draft report to HQUSACE for Washington-level review. This review
w Il be conducted simlarly to the existing FRC process, except
that the requirenment for the FRC could be waived if the

Washi ngton-1 evel concerns are m nor.

5. Timng of the AFB. When an AFB is to be schedul ed, the
appropriate CECWP regional branch should be contacted to discuss
a range of proposed dates for holding the briefing. CECWP w |
confirmthe acceptability of the final date with other WAshi ngton
| evel offices. The following criteria wll be net:

a. The district is prepared to nake a determ nation
regardi ng the selection of the plan around which the feasibility
report would be witten. This neans that the district has
devel oped a conplete array of alternatives, devel oped cost
estimates and benefit anal yses, and identified mtigation and
real estate requirenents and associ ated prelimnary costs and
that technical review supporting these anal ysis has been
acconpl i shed.

b. The district has perforned necessary technical review
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appropriate to the current |evel of study.

6. Preconference Activities.

a. Ten copies of the preconference material wll be
forwarded to HQUSACE (ATTN. CECWP) at |east 21 cal endar days
before the date of the neeting. The transmttal letter wll
identify and di scuss any policy issues requiring resolution
and/or significant or potential issues that the division/district
bel i eves could affect the outcone of the project.

b. Preconference material will include pertinent
i nformati on such as key assunptions, base conditions, wthout
project conditions, alternative plans, econom c and cost data,
envi ronment al consi derations, etc., and include how concerns
identified in the reconnai ssance gui dance nenorandum and proj ect
study plan were addressed,

c. CECWP wll provide the division wth any Washi ngt on
| evel review comments devel oped on policy issues identified for
review at |least 5 days prior to the AFB. For the AFB, the
district wll prepare responses. The Washington | evel review
coments and district responses will formthe basis for a
gui dance nmenorandumthat will be devel oped at the briefing.

7. Conduct of the AFB.

a. The AFB will be co-chaired by the division planning and
PM representative. The AFB should be structured to encourage the
surfacing and di scussi on of concerns, and devel opnent of
consensus on resol ution of issues.

b. The sponsor and appropriate Federal and State resource
agenci es shoul d be encouraged to attend and participate fully in
al | discussions.

c. The district participants in the AFB shoul d be prepared
to di scuss assunptions and net hodol ogy of studies conduct ed.

d. D scussions and required actions will be recorded by the
district and wll be part of the draft guidance nmenorandum
devel oped at the briefing.

8. Post Conference Docunentation - AFB Gui dance Menorandum
CECWP w il be responsible for finalizing the gui dance nmenorandum
drafted at the AFB. The final guidance nmenorandum for
preparation of the draft report will be transmtted to the
division office within 15 working days of the AFB. The district
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wi |l be responsible for ensuring that concerns identified in the
gui dance nenorandum are addressed prior to release of the draft
feasibility report/NEPA docunent to the public and for preparing
a conpliance nmenorandum and submtting it at the same tine the
draft feasibility report/NEPA docunent is submtted to the

Washi ngton | evel for the FRC

9. Mandatory FRC. This alternative review process does not
automatically change the requirenent for the FRC. However, it
does provide discretion to waive the FRC if Wshi ngton-1evel
concerns are mnor. The present system of devel oping the PGM at
the FRC will be conti nued.

10. Inplenentation. This guidance letter is effective
imredi ately. For those feasibility studi es already underway, the
division will inform CECWP of their intent to follow the

alternative revi ew procedures.

FOR THE DI RECTOR OF Cl VI L WORKS:

/ Si gned /

G EDWARD DI CKEY
Chi ef, Planning Division
Directorate of Cvil Wrks
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DI STRI BUTI ON:

Commander, New Engl and Di vi si on
Commander, North Atlantic D vision
Commander, South Atlantic Division
Commander, North Central D vision
Commander, M ssouri River Division
Commander, Sout hwestern Di vi sion
Commander, Lower M ssissippi Valley Division
Commander, Chio River Division
Commander, North Pacific D vision
Commander, Pacific Ocean Division
Commander, South Pacific Division
Commander, Baltinore District
Commander, New York District
Commander, Norfol k District
Commander, Phil adel phia D strict
Commander, Charl eston District
Commander, Jacksonville District
Commander, Mbbile D strict
Commander, Savannah District
Commander, WIm ngton District
Commander, Buffalo District
Commander, Chicago District
Commander, Detroit District
Commander, Rock Island District
Commander, St. Paul District
Commander, Omaha District
Commander, Kansas City District
Commander, Al buquerque District
Commander, Fort Wrth District
Commander, Tulsa District
Commander, Gal veston District
Commander, Little Rock District
Commander, St. Louis District
Commander, Menphis District
Commander, New Ol eans District
Commander, Vicksburg District
Commander, Huntington District
Commander, Louisville District
Commander, Nashville District
Commander, Pittsburgh D strict
Commander, Al aska District
Commander, Portland District
Commander, Seattle District
Commander, Walla Walla District
Commander, Los Angeles District
Commander, San Francisco District
Commander, Sacranento District

ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:
ATTN:

Al ternati ve Revi ew

CENED- PL
CENAD- PL
CESAD- PD
CENCD- PD
CEMRD- EP
CESVD- PL
CELMW- PD
CEORD- PD
CENPD- PE

CEPOD- ED- P

CESPD- PD
CENAB- PL
CENAN- PL
CENAG- PL
CENAP- PL

CESAC- EN- P

CESAJ- PD
CESAM PD
CESAS- PD
CESAW PD
CENCB- PL
CENCC- PD
CENCE- PD
CENCR- PD
CENCS- PD
CEVMRO- PD
CEMRK- PD

CESWA- ED- P

CESWF- PL
CESW - PL
CESWG- PL
CESWL- PL
CELMS- PD
CELMM PD
CELMN- PD
CELMK- PD
CEORH- PD
CEORL- PD

CEORN- ED- P

CEORP- PD

CENPA- EN- PL

CENPP- PL

CENPS- EN- PL

CENPW PL
CESPL- PD

CESPN- PE- P

CESPK- PD



